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ABSTRACT

In today’s workplaces, particularly in Nigeria, the
rise of managerial "yes men" has become a
growing concern. These individuals are often more
focused on pleasing their superiors and avoiding
conflict than on offering genuine insights or
making independent decisions. While their actions
may seem harmless or even beneficial in the short
term, the long-term consequences for organizations
can be damaging. This journal examines the issue
of managerial yes-people, uncovering how their
behavior stifles innovation, weakens employee
morale, and undermines ethical decision-making.
By exploring the root causes—such as cultural
norms, fear of authority, and leadership styles—this
study sheds light on why this problem persists.
Finally, practical strategies are proposed to create a
workplace culture that values critical thinking and
open dialogue, encouraging managers to stand up
for what’s right and contribute to the organization’s
success.
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l. INTRODUCTION

In today's dynamic organizational
environments, effective management is
characterized by critical thinking, adaptability, and
ethical decision-making. However, a concerning
trend has appeared, particularly in Nigerian
organizations: the rise of "yes men" in managerial
roles. These individuals, driven by fear of conflict,
job insecurity, or cultural norms, consistently align
with authority figures without question. While this
may temporarily appease leadership, it can have
profound  negative  consequences on  an
organization's innovation, resilience, and ethical
standards.

Characteristics and Drivers of Yes-Men in
Management

Managerial yes-people are individuals
who prioritize agreement over authenticity, often
avoiding any form of confrontation or
disagreement. This behavior is driven by several
key traits and underlying causes that influence how
they run within an organization.

Characteristics of Yes-Men

o Reluctance to Challenge Authority: Yes-men
are hesitant to question decisions made by their
superiors, even when they notice potential
flaws. They may feel that voicing a different
opinion is disrespectful or risky.

o Unflinching Agreement: They tend to support
decisions without evaluating their merit.
Whether the decision helps the organization or
not, they choose to agree to stay in the good
books of those in charge.

o Lack of Independent Thinking: Yes-men often
avoid forming or expressing their own
opinions. They are more focused on pleasing
others than on critically analyzing situations or
offering innovative solutions.

Root Causes of Yes-Men Behavior
Cultural Dynamics

In societies with strong hierarchical
structures, such as Nigeria, deference to authority is
deeply ingrained. Speaking up against a leader’s
decision may be viewed as rude or rebellious. As a
result, managers choose compliance over
confrontation, even when they have valuable input.
This cultural expectation makes it hard for
individuals to feel safe expressing differing
opinions.

Leadership Styles

The leadership style in an organization
significantly affects managerial behavior. In
environments where leaders are authoritarian or
quick to punish dissent, employees learn to
suppress their voices to avoid conflict or
repercussions. Leaders who expect blind loyalty
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rather than constructive feedback create a culture
where conformity thrives.

Job Security Concerns

Economic challenges, including high
unemployment rates, make job security a top
priority for many workers. Managers in such
environments often believe that challenging their
superiors could cost them their positions. They
choose to "play it safe™ by agreeing to everything,
even at the expense of organizational success.

These traits and causes combine to create
a pattern of behavior that may seem harmless at
first but can have serious implications for
organizational  performance, innovation, and
morale. Understanding these dynamics is essential
for addressing the root of the problem.

Negative Impacts of Managerial Yes-Men
Stifling Innovation

Organizations rely on diverse perspectives
to innovate. Yes-people suppress alternative
viewpoints, leading to groupthink and missed
opportunities.

Ethical Risks

Unquestioning compliance can lead to
unethical decisions being executed without
challenge, tarnishing the organization's reputation
and incurring legal risks.

Employee Morale

When employees see managers
capitulating to authority without question, it erodes
trust and respect, leading to disengagement and
high turnover rates.

Poor Decision-Making

Yes-peopledo not provide the constructive
criticism  necessary for informed decisions,
resulting in suboptimal strategies and potential
financial losses.

Case Study: The Impact of Yes-Men on
Organizational Failure

A notable example illustrating the
detrimental effects of managerial "yes-men" is the
collapse of Nigeria Airways, the former national
carrier of Nigeria. Established in 1958, Nigeria
Airways was once a symbol of national pride, but it
ceased operations in 2003 due to a combination of
factors, including mismanagement, corruption, and
a pervasive culture of conformity among its
management.

Background

Nigeria Airways was the country's
flagship airline, running both domestic and
international routes. Despite its early successes, the
airline began to experience significant operational
and financial challenges in the 1980s and 1990s.
These challenges were worsened by a management
culture that discouraged dissent and critical
feedback.

The Role of Yes-Men in Nigeria Airways'

Downfall

Several factors contributed to the airline's collapse,

many of which were worsened by a culture of

conformity:

o Unquestioned Leadership: Top executives
made strategic decisions without adequate
consultation or consideration of dissenting
opinions. Managers who might have offered
alternative perspectives often chose to still be
silent, fearing retribution or being labeled as
troublemakers.

o Complicity in Mismanagement: The airline
suffered from overstaffing, with employee
numbers far exceeding operational needs.
Despite  recognizing the inefficiencies,
managers did not challenge the status quo,
leading to unsustainable payroll expenses.

o Suppression of Whistleblowers: Employees
who tried to raise concerns about financial
irregularities or operational inefficiencies were
often ignored or sidelined. This suppression of
critical voices allowed detrimental practices to
continue unchecked.

Consequences

The pervasive culture of conformity and the

presence of managerial yes-people at Nigeria

Airways led to:

o Financial Collapse: The airline accumulated
significant debts that outstripped its revenues,
leading to insolvency. By the early 2000s,
Nigeria Airways had debts exceeding $60
million, despite government interventions.

o Operational Decline: The fleet size was
reduced drastically due to poor maintenance
and lack of investment, leading to frequent
flight cancellations and loss of customer
confidence. By 2000, the airline's fleet had
dwindled to just three operational aircraft.

o Reputational Damage: Once a source of
national pride, the airline became synonymous
with inefficiency and corruption, eroding
public trust.
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Lessons Learned

The Nigeria Airways case highlights the critical

importance of encouraging a corporate culture that

promotes open dialogue, ethical behavior, and
critical thinking. Organizations must:

o Promote Ethical Leadership: Leaders should
model integrity and create an environment
where ethical behavior is rewarded.

o Encourage Constructive Dissent: Employees
should feel safe to wvoice concerns and
challenge decisions without fear of retribution.

o Implement Robust Oversight Mechanisms:
Regular audits and transparent reporting can
help detect and prevent unethical practices.

By addressing these areas, organizations
can mitigate the risks associated with managerial
conformity and promote sustainable success.

Strategies for Mitigating the Influence of Yes-

Men

I.  To reduce the influence of yes-people in
organizations, deliberate steps must be taken
to foster a culture of openness, critical
thinking, and ethical decision-making. One
of the first measures is to encourage open
communication. This involves creating an
environment  where  employees  feel
comfortable sharing their opinions without
fear of punishment or judgment. Leaders can
implement anonymous feedback systems,
hold regular open forums, and actively listen
to input from team members to show that
diverse perspectives are valued.

Il. Leadership plays a key role in addressing
this issue, and promoting ethical leadership
is essential. Leaders should model integrity
and fairness, setting an example for the
organization. Training programs can also
help leaders develop skills to encourage
inclusivity and constructive dissent. When
employees see leaders embrace feedback
and value honest discussions, they are more
likely to voice their own thoughts.

I1l.  Organizations should also work towards
building a culture that values constructive
dissent. Employees need to understand that
offering differing perspectives is not only
acceptable but encouraged. Recognizing and
rewarding employees who challenge ideas
thoughtfully can help reinforce this mindset.
Regular debrief sessions after important
decisions can also provide a platform for
constructive criticism, ensuring lessons are
learned and improvements are made.

IV. Psychological safety is another crucial
factor. When employees feel safe to express
themselves without fear of backlash, they
are more likely to speak up. Trust-building
activities, such as team-building exercises,
can strengthen relationships within teams,
while transparent policies against retaliation
can reassure employees that they will not
face negative consequences for their
honesty.

It is equally important to redefine how
leaders are evaluated. Leaders should not only be
measured by their ability to meet targets but also by
how effectively they foster independent thinking
within their teams. Incorporating 360-degree
feedback and assessing how often leaders seek
diverse perspectives can help ensure a balanced
evaluation.

A diverse and inclusive workforce can
also mitigate the influence of yes-people. By hiring
individuals with varied backgrounds, experiences,
and ways of thinking, organizations can encourage
creativity and challenge conformity. Inclusive
discussions, where all voices are heard and
respected, can further enhance the decision-making
process.

Oversight mechanisms are vital to ensure
decisions are critically evaluated. Independent
review committees can provide an unbiased
perspective on key decisions, while regular internal
audits can find areas where conformity might stifle
innovation. Continuous learning and development
programs can also play a significant role in
addressing this issue. Employees and managers
alike should be encouraged to improve their critical
thinking and critical thinking skills through
workshops, seminars, and mentorship programs.

By adopting these measures, organizations
can reduce the influence of yes-people and create a
workplace where independent thinking, open
dialogue, and ethical behavior thrive. This not only
enhances decision-making but also builds a
stronger, more innovative, and resilient
organization that is prepared for future challenges.

Cultivating a culture of constructive dissent:this
is essential for innovation, improving decision-
making, and ensuring long-term organizational
success. When leaders actively encourage
employees to voice their opinions, particularly
dissenting ones, it creates an environment where
ideas are evaluated on their merit rather than on
conformity or hierarchy.

DOI: 10.35629/5252-0612536541

[Impact Factorvalue 6.18| ISO 9001: 2008 Certified Journal Page 538



\_% International Journal of Advances in Engineering and Management (IJAEM)

—

JAEM

Volume 6, Issue 12 Dec. 2024, pp: 536-541 www.ijaem.net

Constructive  dissent  occurs  when
employees feel empowered to challenge decisions
or suggest alternative approaches respectfully and
with evidence to support their viewpoints. Leaders
play a vital role in setting the tone for this type of
culture. They must prove openness to feedback and
show that dissent is not only acceptable but valued.
For example, leaders can openly acknowledge and
appreciate employees who provide alternative
perspectives, even if the suggestions are not
ultimately implemented. This reinforces the idea
that honest contributions are recognized and
respected.

Rewarding constructive dissent can take
various forms, such as public recognition during
team meetings, promotions based on critical
thinking skills, or incentives tied to innovative
solutions that stem from alternative ideas. By doing
s0, leaders send a clear message that dissent is not a
career risk but an opportunity for growth and
contribution to the organization’s success.

Leaders must also create safe spaces
where employees feel comfortable expressing their
dissenting views. This involves ensuring that
voicing disagreements does not lead to negative
consequences such as ostracism or retaliation.
Implementing anonymous feedback systems,
holding open forums, and conducting regular one-
on-one meetings can help employees share their
opinions without fear.

Additionally, constructive dissent should
be guided by a set of principles to ensure that it
remains productive and respectful. Employees
should be encouraged to back their disagreements
with evidence and present their ideas in a way that
focuses on solutions rather than merely pointing
out problems. This ensures that dissent adds value
to the conversation and contributes to better
decision-making.

To further embed a culture of constructive
dissent, organizations can incorporate training
programs focused on effective communication,
conflict resolution, and critical thinking. These
programs can help employees develop the skills
needed to express their views confidently and
respectfully while also teaching leaders how to
manage dissent constructively and without
defensiveness.

By embracing constructive dissent,
organizations can break free from the stagnation
caused by groupthink and conformity. This culture
not only enhances innovation and problem-solving
but also fosters an engaged and motivated
workforce that feels valued for their unique
contributions. Leaders who prioritize this approach

build organizations that are more resilient,
adaptable, and prepared for the challenges of an
ever-changing world.

Leadership Training

Leadership training programs are a
cornerstone of building strong and effective leaders
who can navigate complex challenges while
fostering a culture of integrity and innovation. A
well-structured training program should emphasize
the critical importance of ethical decision-making
and critical thinking, equipping leaders with the
skills and mindset needed to make sound
judgments, inspire trust, and drive organizational
success.

Ethical decision-making is fundamental
for keeping integrity and credibility in leadership.
Training programs should focus on helping leaders
understand the ethical dimensions of their decisions
and the potential impact on stakeholders, including
employees, customers, and the broader community.
Case studies, simulations, and role-playing
exercises can be powerful tools for teaching leaders
how to navigate ethical dilemmas. These scenarios
encourage leaders to consider the consequences of
their actions, balance competing interests, and
prioritize transparency and fairness.

For example, a training module might
simulate a situation where leaders must choose
between cutting costs and keeping employee
welfare. Through guided discussions and feedback,
participants can explore the long-term implications
of their choices and learn how to align decisions
with organizational values and ethical standards.

In addition to ethics, critical thinking is a
skill that enables leaders to evaluate information,
challenge assumptions, and consider diverse
perspectives before making decisions. Leadership
training programs should focus on developing
analytical skills, such as finding biases, assessing
risks, and interpreting data effectively. Interactive
workshops can teach leaders how to ask probing
guestions, weigh evidence objectively, and avoid
cognitive traps like confirmation bias or
groupthink.

One way to develop critical thinking is
through scenario-based problem-solving exercises.
Leaders can be presented with a complex
organizational challenge—such as managing a
crisis or launching a new product—and tasked with
devising a strategy. By encouraging leaders to
explore alternative solutions and justify their
decisions with data and logic, training programs
help cultivate a mindset of thoughtful analysis and
adaptability.
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Moreover, leadership training should
emphasize the practical application of ethical
decision-making and critical thinking in day-to-day
operations. Leaders need to learn how to foster
environments where these principles are practiced
across all levels of the organization. This includes
teaching leaders how to promote open
communication, encourage constructive dissent,
and create safe spaces for employees to share their
perspectives.

Incorporating feedback mechanisms into
the training process is another critical part. Leaders
should be encouraged to reflect on their decision-
making processes and receive constructive
feedback from peers and mentors. This iterative
approach helps refine their ability to apply ethical
and critical thinking principles effectively in real-
world scenarios.

Ultimately, leadership  training that
prioritizes ethical decision-making and critical
thinking helps organizations develop leaders who
are not only capable of addressing challenges
effectively but also committed to upholding values
that inspire trust and confidence. These programs
ensure that leaders are well-equipped to make
informed, balanced, and ethical decisions that
contribute to sustainable organizational success.

Redefining Organizational Norms

Redefining organizational norms to shift
from a hierarchical to a collaborative culture is a
transformative  step that encourages open
communication, reduces fear of conflict, and
fosters a more inclusive and innovative workplace.
This shift involves rethinking how authority is
distributed, how decisions are made, and how
employees at all levels interact, ensuring that
everyone feels valued and empowered to
contribute.

In traditional hierarchical organizations,
authority and decision-making are typically
concentrated at the top. This structure often
discourages employees from sharing their ideas or
challenging decisions due to fear of repercussions
or being perceived as disruptive. Such an
environment stifles creativity, fosters groupthink,
and limits the organization's ability to adapt to
change. Moving toward a collaborative culture,
where input is valued regardless of rank, creates a
foundation for trust, engagement, and innovation.

To make this shift, organizations must
start by promoting a mindset change among
leaders. Leadership should prioritize listening over
directing and view their role as facilitators rather
than controllers. By encouraging leaders to seek

input from their teams and openly consider diverse
perspectives, they prove that collaboration is not
just encouraged but integral to the organization's
Success.

One practical way to implement this
change is by redefining decision-making processes.
For example, replacing top-down directives with
team-based discussions allows for a broader range
of insights and ideas. Cross-functional teams can
be set up to tackle complex challenges, bringing
together individuals with different skills, ability,
and viewpoints. This approach not only enhances
problem-solving but also fosters a sense of
ownership and accountability among team
members.

Organizations should also invest in
creating safe spaces for dialogue. Town hall
meetings, brainstorming sessions, and feedback
forums are effective ways to promote open
communication and reduce the fear of conflict.
When employees see that their opinions are heard
and respected, they are more likely to speak up and
engage actively in decision-making processes. It is
crucial for leaders to manage disagreements
constructively, framing them as opportunities for
growth rather than as threats to authority.

Training and development programs can
play a significant role in redefining norms.
Providing employees with skills in effective
communication, conflict resolution, and teamwork
helps them navigate collaborative environments
confidently. Leaders should be trained to recognize
and address unconscious biases that might
undermine collaboration and inclusivity.

Another important aspect is revisiting
performance metrics and rewards systems. In a
collaborative culture, success should be measured
not only by individual achievements but also by
contributions to team goals and the organization.
Recognizing and rewarding collaborative behavior,
such as sharing ideas, supporting peers, and
contributing to group success, reinforces the value
of working together.

Finally, organizations must embed
collaboration into their core values and ensure
alignment across policies and practices. This
includes fostering transparency in communication,
providing access to shared resources, and
implementing tools that ease teamwork, such as
collaborative software and virtual workspaces.

Shifting to a collaborative culture requires
intentional effort and time, but the benefits are
profound. Employees feel more empowered,
morale improves, and the organization becomes
more agile and innovative. By redefining norms in
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favor of collaboration, organizations can create an
environment where dialogue thrives, conflicts are
resolved constructively, and everyone works
toward shared goals.

Implementing Feedback Mechanisms

Implementing effective feedback
mechanisms is essential for fostering open
communication and  addressing  workplace
concerns. Regular anonymous surveys allow
employees to share honest feedback without fear of
repercussions, making it easier to find issues that
might otherwise go unspoken. These surveys can
cover topics like job satisfaction, leadership
effectiveness, and organizational challenges,
offering valuable insights to drive improvements.

Open forums complement anonymous
surveys by providing a platform for direct, real-
time discussions between employees and
leadership. These sessions encourage transparency
and prove a commitment to listening and acting on
employee input. Leaders must ensure that feedback
is acknowledged and used constructively, creating a
culture of trust and collaboration. Together, these
tools empower employees to voice their concerns
and contribute to meaningful organizational
change.

I1.  CONCLUSION:

The presence of managerial yes-people in
organizations is a serious obstacle to growth,
innovation, and ethical decision-making,
particularly in  culturally hierarchical and
economically challenging environments like
Nigeria. This behavior, rooted in fear of authority,
cultural norms, and job insecurity, stifles
independent  thought, suppresses constructive
dissent, and undermines organizational
performance. By recognizing these challenges,
organizations can take deliberate steps to address
the root causes, such as fostering ethical leadership,
encouraging open communication, and creating a
culture where diverse perspectives are valued and
rewarded.

Implementing strategies like leadership
training, redefining organizational norms, and
setting up effective feedback mechanisms can
transform workplaces into environments where
employees feel empowered to contribute their ideas
and challenge decisions when necessary. A culture
of critical engagement does not just mitigate the
negative effects of yes-people but also drives
innovation, builds trust, and enhances overall
organizational resilience. By embracing these
principles, organizations position themselves to

thrive in a dynamic global environment, ensuring
long-term success and sustainability.
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